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ABSTRACT 3

Even though educators and rescarchers agree that
school climate is important, gquestions exist in two major areas.
Pirst, what actually constitutes scho»>l climate, and, second, can
research indicate in concrete, useful terms what impact school
climate has on morale and productivity and, conversely, what effects
leader behavior and other organizational factors have on school
climate? The author describes Halpin and Croft's seminal research on
organizational climate and the development of their Organizational
Climate Description Questionnaire (0CDQ) and then reviews two other
studies attempting to use the OCDQ as a measure of different aspects
of school climate. The results were inconclusive, indicating that
researchers have yet to develcf a prescriptive measure of school
climate. The author also reviews sample pragmatic,
administrator-generated approaches to climate improvement, pointing
out that these approaches also fail to do anything but describe
climate. (Author) ’
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School Climate

Practitioners and researchers altke agiee that scnool climate
Is important Administrators and teachers acknowledge its im-
portance when they speak of boosting morale, Increasing in-
volvement, and, In general, maximizing job satisfaction and
productivity Researches- have acknowledged its importance
by conducting a multitude of studies intended to indicate the
impact of school climate on job satisfaction and productivity
and to delineate the reldtionship between leadership style and
organizational climate

Practitioners and researchers generally agree that some
school climates are gcod and some are bad Some schonls pro-
vide teachers and administrators with teelings of accomplish-
e nt, both with the tasks they perform and with the interper-
sonal relations they experience In others, teachersand adminis-
trators are demoralized and apathetic

Despite this cnnsensus, major questions exist 1N two primary
areas First, what actudl'y constitutes school climate? Second,
can research Indicate in concrete, usetul terms what impact
school climage has on morale and productivity, and, conversely,
what effects leader behavior and other organizationadl factors
have on school climate?

As we shall see, the difficulty researchers face in answering
the second que.tion arises directly from the first The problem
(s basically a conceptual one School climate has been described
in a variety of ways typologies and classification systems have
been devised Bu: descriptions of school climate cannot tell
school administrators what to do or not do t improve chimate,

'n this examination of the research, we will review Halpin
and Croft's seminal research on school ctimate and look briefly
at other researchers’ attempts to utilize Halpin and Croft's
Organizational Chimate Description Questionnaire (OCDQ)
Finally, we will briefly examine some of the fiterature intended
for use by practitioners, which is not necessarily based on re-
search, but 1s intended to assist administrators in improving
school chimate

The OCDQ

The major impetis for Halpin and Croft’sresearch onorgani-
¢ational himate came, as Halpin states, from their observation
that “schools differed from each other i thoir “feel” ™ These
researc hers conceived of the organizational diimate of a school
as analhgous to the personality of an individual This concept
allowed them to avold the vague and generalized wav in which
“morale’” had been used i previous research to describe the
" feel’” of organizations

Halpin ard Croft examined elementary schools in the de-
velopment of their OCDQ  They unllected data from seventy
one schoolsin six different reqions of the country, with climate
descniptions from 1,151 respondents

The 1terns composing this questionnaire were selected for
therr ability 1o indicate consistern es in faculty niembers” per-

ceptans w thin ther o hools and o atfow for comparisons
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amo%em schools From teachers’ descriptions of their
school e iences and from previous resezrch, Halpin and
Croft constructed a set of simple statements, such as "‘Teachers
seek special favors from the principal,” and "‘The principal

schedules the work for the teachers ' Respondents indicated
to what extent these statements applied to their schools

After certain refinements, the sixty-four item OCDQ was
divided into 2ight subtests, four of these tapped the character-
istics of the faculty as a group, and the other four pertained to
characteristics of the principal as leader The group behavior
subtests were intended to measure disengagement (teachers’
tendency toward anomie}, hindrance (Do the teachers feel the
principal facilitates or hinders their work?), esprit {teachers’
morale}, and intimacy (social needs setisfaction}

The leader behavior subtestswere intended to measure aloof-
ness (s the principal impersonal 2nd formal, or emotionally in-
volved with his staff?), production emphasis {Is the principal
highly directive and not sensitive to staff feedback™}, thrust
{Does the principal motivate teachers by setting a good example
and personally moving the organization?}, and consideration
{Does the principal treat teachers ‘humanly”?}

Of these eight characteristics, Halpin and Croft discovered
that esprit and thrust possessed special significance The com-
bined OCDAQ scores for-these two characteristics is ‘the best
single index of authenticity,” as Halpin states Esprit indicates
the authenticity of groug behavior, while thrust indicates the
same for the principal’s behavior Halpin conceived of authentic
behavior as reality-centered, open, and essentially honest And
his data indicate that authenticity is strongly associated with
those organizational chimates he and Croft class as "‘open "

Halpin and Croft discovered that the organizational profiles
of their seventy-one elementary schools couid be arrayed along
a continuum from ‘open climdte™ 1t one end through “‘closed
climate” at the other

I, «he open climae, as Halpin describes it memt «rs experi
ence high esprit, but have no need for a high«. jree of intimacy
The leader scores high on thrust, but does not have to empha-
size productior,, since the teachers’ productivity is aiready high
The behavior of both leader and group is “auithentic ™' At the
uther end of the spectrum, the closed clirmate is “"the least
genuine” one What the leader says and doe: are two separate
things Teachers are d.sengaged, esprit.s low, and group achieve-
ment is minimal

Halpin and Croft are careful to point out that their con
tinuum, while1it1s useful for purpnses ot classification and con
venience, hascertaio shortcomings As Halpin notes, “"the rank-
ing schema is, at best, only an approximation, and the use of a
continusm—which, perforce, assumes a linearity of relation
ship--oversimplifies the facts” He acknowledges that, even
though the six climate types were predicated on the research,
“In a4 genuine sense we did Not discoves these Organizatione!
Chimates, we mvented them ™

What Halpin and Croft invented was a langudge to describe
(himate as multidimensional  Their typology represented d

major amprovement over the unidimensiond concept of
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““morale” employed by previous researchers Buz, even a multi-
dimenrional concept of climate has its imitations

Research Using the OCDQ

(n the years since Halpin and Croft devised their OCDQ, it
has been utilized in a variety of research studies examining dif-
ferent aspects of organizational chmate, specifically, of school
chimate Although other researchers have devised Other measures
of organizationa! climate’, the majority of the research onschool
climate seems to have invc lved the use of the OCDQ Its for
this reason that we here examine two such studies—one investi-
gating principal’s behavior and school climate, and one seeking
tc discover changes In school climate over ume These studies
are representative of both the subjects investigated and t.e
generally inconclusive results obtained by the OCDQ.

In his attempt to ascertain the relation between principals
behavior and school climate, Wiggins hypothesized that statis-
tically significant relationships existed between three aspects
of school principals’ behavior {“interpersorial crientation,
organizational orientation, and interpersonal values,”} and
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““teacher-princtpal interaction” {schooi climate 4s defined by
the OCDQ}

Using appropriate measurement Instruments for the three
aspects of principals’ behavior, as well as the OCDQ, Wiggins
collected data from thirty-five randomly selected elementary
schools in “one large urban school district in Southern Caltfor-
nia.”" Approximately 715 teachers and principals participated
in his study Wiggins retested thirteen of the original schools
after eight months to examine the effects of "“the length of a
principal’s incumbency in a school upon his behavior and per-
ceptions of the organizational climate,”” and the effects of ihe
replacement of the principal on the school climate

Contrary to Wiggins' expectations, principal behavior and
organizational climate generally were not shown to be signifi-
cantly related One plausible exglanation for this absence of
support lies, Wiggins believed, in the nature of the OCDQ itself
This instrument primarily measures teachers’ perceptions of
climate and ~rincipal behavior He discovered that when the
data were reprocessed to eliminate the teachers’ perceptions,
the significance of the relationship between climate and princi-
pa! behavior increased, as one inight well expect In Wiggins’
study, as In others, discrepancies exist between the way in
which teachers view the school environment and the way In
which the principal perceives it

Even though Wiggins’ major hypotbesis was not ssbstan-
tiated hisdatadid ‘‘clearly indicate the presence of a compelling
organizational climate stability *' He discovered that schoo! cli-
mates did'not change when principals were replaced Moreover,
as the lengtn of the principal’s incumbency tncreased, his or her
behavior tended to become "‘'more significantly related to the
organizational chmate.” whether the<liinate was open or closed
In other words, Instead of a balanced interaction between en-
vironment and personality, the pmncipals sn Wiggins' study were
“"socialized’” by tneir vgdnizations

Wigyins suggests that perhaps the school district, and not the
individual school, 1s 4 more appropriate unit of analysis for re-
searchers attempting to delineate the relationship betv.een
principal behavior and organizational chimate, at least In large
urban areas

In their orig:nal investigation, Halp n and Croft suggested
that, as time passes. “there mdy exist an internal generative
effect which tends « make an Open Climdte hecome increas-
“ingly more open while a C.hsed Chmdte becomes increasingly
more Closed,”" as Halpin states Walden, Taylor, and Witkins
made Halpin and Croft’s sugges «n thewr mdin hypothesis in g
longitudinal study of elementary school ¢ imate

They also examined the relationshig between organizationadl
variables { ‘change n the princtpalship, degree of teacher tir
over, change in the racial composition of the faculty, change in
the racial composition of the student body, drd changes in the
sizes of schools') and alterations in chiniate over tune

In 1966, Walder and his colleagues admnistered the QCDG
tn sixty-five elementary school principals and 1,008 teachers
in a large school district In 1971, after desegreaation and dis
trict reorganization, fifty five elermentary scheols (the 1971
yaadl for the distric t) participated in the fnatlow ap <ty
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Walden, Taylor, and Watkins discovered hat, although
school chmate <hanges had taken place from 1966 to 1971,
the changes did not confirm their main hypothesis Only twelve
of the fifty-five schools experienced change 10 the hypothesized
directior and of the thirty-one schools with open climates in
1966, none experienced an intensification of open tendencies
indeed, the follow-up data showed that twenty-two of these
thirty-one schools had closed climate tendgncies by 1971 Of
the twenty-four schools classed as closed 1n 1966, twenty re-
mained so, while four moved toward open climate The research-
ers conzluded that “'since the data clearly demonstrated that
the schools with cpen climate tendencies became more closed
without exception and the change in the clinates for schools
with closed climate tendencies could be explained on the basis
of chanze, the major hypothesis »f the study was rejected ™

Walden, Taylor, and Watkins believe that “"intervening varia-
bles, beyond the control of the research and beyond the scope
of the study, had a profound irnpact on organizational climate
changes * These intervening variables, such as the political up-
heaval associated with school desegregation and an acrimonious
teachers’ strike, were not directly measured by the’ OCDQ. In-
deed, 1n this study, as 1n Wiggins' study, the external environ-
ment {school district, community) seems to have frustrated the
researchers’ attempts to attam support for their hypotheses

The Pragmatic Approacix How to Cure
an Ailing Climate

Pract.cing educators and administrators tend to view scheol
climate 1n terms different from those used by researchers such
as Halpin_and Croft They are quite understandably more con-

cerned with what to do to improve orgnizational climate than
with precise measurement and descripticn of climate

The research, frankly, has yet to Jive practitioners concrete
direction for adnunistrative action Classifying a school’s ¢li-
mate as closed, for exarnple, does not tell 1ts orincipal how to
make 1t nore open And 1t certainly cannot be very comforting
1o school administrators to learn that their mpact on schoot
chimate s minimal, as Wiggins' researCh Indicates School ad-
ministrators, like everyene else, need to believe they «an infiu-
ence their environments 1n a positive and constructive manner

As a result of the research’s seeming inability to tell pracu-
tioners what they need to know, 4 body of pragmatically
oriented literature has evnlved School administrators have re-
counted thetr schools’ sucressful efforts to improve “clhimate,”
though usually they use clinate in a rather general way and fre-
quently mean 1t to be analogous to mordle

These administrator generased articles definitely accentudte
the positive The administrator, whether siperintendent or
principal, + viewed as a leader whose ac tiong can shape {and
improve) the attitudes of staff, students, and community The
emphasis 10 11 ost of this hiterature 1s on gc tion, rather than on
analysis or reflection

For example, Lindstram, a Californig supenntendent, urges
administrators to " Take some action!” dasan antidote to "wring-
ingharids’ or “hopelessly staring out your window " Lindstromn
tollows his matial calr to ection by histing “'six suggestic ns tor
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developing a pesitive organizational climate,” which he com-
piled from "activities that have worked for people in the field"”’

1 ""Rebirth of the organization” —Let the staff know that
arganizational chianqge 1s afoot by star:ng new godis and present
ing a plan of action ’

2 Bui'ding a history”’--Shared experiences anong staff
members {such as preschoo! retreats) can esiablish “'a wdarm
glow of comradzarie” that will boost morale

3 "Bujlding trust’'--Lindstrom suggests management train-
ing exercises to halp build trust

4 “Communications”--Quality not.guantity, is important

5 "Reinforcement” —Maintain group cohesion through statf
meetings with informal, partiupant-generated agenda
6 "Pnde”—~The administrator can involve ea ch participant
“In owning a piece f the acuon” by explicitly commending
staff-developed innovatiens and improvements

Some attempts have been made to synthesize a research ap-
proach to school chimate {description, analvsis) with the prag-
matic, action-ortented approach Gne notable example is CFK,
Ltd 's School District Chimate Profile and i1ts accompanying re-
commendations, assembled by Shaheen and Pedrick. The Ch-
mate £ ofile ¢s :ntended to provide administrators with "'a con-
venient mear., of assessing the schoel district’s climate factors
and determinants

The four components of the Climate Profile questionnaire
are meant to measure general climate factors (such as “'respect,”
"hfbh morale,” and *‘caring’’}, prog-am deterrninants {such as
"opportunities for active learning,” “‘varied reward systems,”
anc  ‘varied learning environments’’), process determinants
{such as "'mprovement of schoo! goals,”” "effective communica-
tion,” and "invc.vement in decision making”), and material
determinants {'adequate resources,” ‘'supportive and efficient
logistical system,”” and "~uitability of school plant”)

Shaheen and Pedrick maintain that the superintendent 15
the most powerful person in the district wher it cornes to im-
proving organizational ciimate Here, asin Lindstrom’s article,
the adrninistrator s viewed as having more nfluence over his
{or her) environmernt thar (as Wiggins res2arch suggests) nis
environment has over him

The School District Clinate Profile differs considerably
frnm Halpin and Croft's OCDO 'n its degree of specificity The
profile 1s intended g mezasure a broad cormposite of organiza-
tional qualities, including leadership styles, problem snlving
and decision-raking methods, conflict resolution, nterpersonadl
rolations, goat setting. organrzationai communication, agminis:
trator and staff preparation, and so forth 1t1s obvious that this
concept of organizational chmate is much more generdl and all
encompassing thaa Halpin and Croft’s ronception ot «limate
Indeed, climate as described by -the Schoot Distrie t Climate
Profile seems to exemphify the kind of conceptual vagueness
that first inspired Haipin and Croft to try to devise 2 more
specific measure of school climate

For practical purposes, 1t is diffic ult to s, whih measure
of clunate- the OCDQ or CFK's Profile -15 pr-ferable Both de
scribe, but neither prescribes Administrators should remerober
that research has yet to provide evidence of the efteciveness
af prooosed prdctical solution, to school chimate problems
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Tne Educational Resources information Center
{ERIC) s a national information system operated by
the National Institute of Education ERIC serves
educators by disseminating research results and other
resource information that can be used in developing
more effective educational programs. The ERIC Clear-
inghause on Educational. Management, ane. af severa)
such units in the system, was established at the Uni-
versity of Oregon in 1966. The Clearinghouse and its
companion units process research reports and journal
articles for anr.ouncement in ERIC’s index and ab-
stract bulletins.

Rasedrch reports are announces 1N Resources in
Education (RIE), available in many libraries and by
subscription for $42.70 a year from the United States
Government Printing Office, Washington, D.C. 20402,
Journal articles are anr.ounced in Current Index to
Journals in Education. CIJE is also available in many
libraries and can be ordered for $62 a year from Mac-
millan Information, 216R Brown Street, Riverside,
New Jersey 08075,

Besides processing documents and journal articles,
the Clearinghouse prepares bibliographies, literature
reviews, monographs, and other interpretive research
studies on topics in its educational area.

This publication was prepared pursuant to a con-
tract with the National institute of Education, U.S.
Department of Health, Education, and Welfare Con-
tractors undertaking such projects under government
sponsorchip are encouraged to express freely their
judgment in professional and technical matters. Prior
to publication, the manuscript was submitted to the
American Association of School Administrators for
critical review and determination of pr-fessional com-
petence. This publication has met such standards
Points of view or opinions, however, do not necessarily
represent the official view or opinions of either the
American Association of School Administrators or the
National Institute of Education.

EA 010197

This Research Action Brief was prepared by the ERIC
Clearinghouse on Educational Management for di-tn-
butiun by the Am~erican Association of School Ad-
ministrators.

, =, ) 7

cRIC Clearinghouse on Educational Management
Uruversity of Oregon
Eugene, Oregon 97403




